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SUhMARY

The Office of Communications operates a strong and flsxible
commmnications system, with 2 substantial capablility for adaptation
to the requirements of the future. The quality of management is
Migh, We found no major problem areas requiring special attention
fronm outside the office. Hone of the issues raised in the report
are of sn urgent nature.

The largest continuing problem confromting the affice is in
the area of personnel mensgement. Over T0 percent of office posi-
tions are in the field. Many employees musi; serve overseas for
extended periods. Despite o number of programs directed at develop-
ing closer association betwaen mansgemsnt and employees, there are
definite gaps in commnications detween command levels and the
working-level commmicators end techaictans.

In order to centralize and improve its administration of per-
sonnel the Office of Commnications is creating a nev Career
Hamsgerent Stalf, We have recormended that the new staflf include
#ne Or more professional personnel officers (pege 16). There are
certain other steps that the menagement might take to improve its
relations with its employees, and we have recomsended that it
develgp a program to do so (page 27).

e Ig;ieve that the technical requirements of modern communi-
catitns argue in favor of a larger number of more broadly qualified
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communicstors than the office now bas. Radio operators are trained
to meet the broader requirements, while cryptographers are more
narrovly specialized. The difference between these two groups of
gpecialists affects assignability of individuals and causes
problens in general management and rotation of personnel. We have
reconmended a restructuring of personnel classifications in thess
eategories, looking to a reduction in the number of cryptographers
Snd & proportional imcrease in radio operators (page 22).
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OFFICE OF COMMUNICATIONS
I. INTRODUCTION

1. The Office of Communications (OC) is responsible for oper-

atlng a world-wide aystem of efficient and secure electronic commi-

niecations for the Agency

2. 0OC is one of the largest single components in the Agency.

It has an suthorized strength of employees, snd an

adﬂitional:l careerists are detailed to other components

of the Agency. of the office's employees

are assigned to headquarters, approximstely[ | are credited
against the Development Complement for training. | | serve

in operational positions in the Headguarters Signal Center, leaving
less than 20 percent of total office strength engaged in typical
headquarters staff and support activities. About T2 percent of OC

positions are in the field-

| | These figures provide an accurate

reflection of the office's basic orientation toward the field.
3. During this survey the office was in a state of transition

80 far as organization and procedures are concerned. As a result,
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tids report does not describe a static organization operating with
long~established and unquestioned policies snd practices. The
office is st11l adjusting to nev magagement followving the loss at
the end of 19€5 of ite longtime directer, wio had guided the de-
velopuent of the Agency's strong, flaxible commnications system.
In the courae of the survey, which begau in December 1967, the
office had two directors, vith an acting director serving for a few
months betveen them. Also during this Period nev limitatioms on
the mumber of U.3. employses overseas (the sp-callad BALPA program)
reguired that the office curtall an expension of services into
certain areas of the world. Finally, econcurrent with the present
survey, the Office of Planning, Programming, end Budgeting vas
condacting a syztems analysis of various OC functions. It was
inevitable that there was considersble ferment in the attitudes
and activities of office mensgement &ring this period. FYor the
moeeof%imimmﬂmﬂﬁzdnwm oppertunity to
Observe and evaluate the functioning of management under trying
circumstances. Certain conclusions, in swmmwry form, are appro-
priste at this point.
&. Office management is open minded, challenging

on a continuing basis extoting policies and practices.

It regularly conducts studies on possible modifications

of wrganization and procedure. It has under continuing

- 2 -
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reviev possible technical innovations that may have

useful spplication in the future. Its approach to

yolicy problems is mature and perceptive.

b. From middle to top levels of mnagement, both in

the field and at headquarters, officers are energetic,

competent, and sure-footed in meeting the varied demands

that are part of the routine of this office. Resource-

fulness 1s o normal characteristic of those the office

has sdvanced to positions of responsibility.

C. AtaHlmiathemiaamrmsenaaofm-
pose, reinforced by a well-established, high standard

' of performance. uhst problems there sre at working
levels--the so-called Journieymen-vare discussed else-

vhere in this report, in the section dealing with

yersonnel.

k. The internsl review being conducted by office management
at the time of this survey inevitably involved essentially the same
subJects beins explored by the inspection team. A high degree of
colneldance Tesulted, both in evaluation of vhet constibuted pi-
mry problems of the office and in views on gmeral courses of action
for resolving them. As a result, many problems which othervise might
hxvebm#mtdatlengbhinthisﬁmw:rtbeemaadimms.
This report tenmds, therefore, to assume an historical character in

A_RDPS84-00780R002800170040-2
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many respects, swamrizing thinge under vay or done,
mmngtcmefutmmmworiumpmsm,

rather than
Prior to
dlscussing the findings of the survey, and the things that vers
done, or that wve feel should be done, a sunuary of office organiza-~
tion vill provide dackground for the discussion.

vh«
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1I. ORGANIZATION
Headquarters Organisation

5» A festure of the office of the Director of Comsswnications
is the inclusion in it of the Chief of Operstions and the close
proximity of the five area divisions:

The Chief of Operations and the aves divisicas are responsible for
tperational guidance of overseas activities, and for coordination
of headquarters support of them. The looation of this activity
with the OC director sgain reflects the emphasis of the office on
suwpport of field operations.

6. The remainder of the headquarters organization is divided
into staffs. Some of these have the traditional function of mAnage-
pent and support staffs; others have substantive responsidilities
viih a direct operational interest in field activities. Because
of the complexity of office programs, there iz some overlap between
responsibilities of the stalffs, especially in technical areas.
Coordination sometimes appears to asmume a life of its own, although
& balieve that this is kept within ressonable limits.

1_. There are three staff activities with s purely headquarters
support character:

a. Administretive Staff. this
stafl performs the usual support, fiscal, snd personnel

'5‘
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work. As extensive as its duties are, its effectiveness
is linited somewhat by the essignment of mdetantial
responsibilities in the adwinistrative field te some of
the other headguarters staffs.

b. Program Coordinetion Staff. In the face of modern
budgeting requirements, and because of the complexity and
inter-relationshiy of office programs, this emall staff of
[ lis tavolved primartly in PPBS activities. In some
respects it repeats the budzet responsibilities of the
Administrative Staff. It also handles other staff chores
for the Director of Communiecations, including illaison and
war plsaning.

c. Records Mansgement Staff. This staff|  |guldes
the office’s substantial records managenent program,

controla central processing and issuance of office regu-
lations and procedures, operam-the offica regzistry,

and maintains an sction file on all headquarters corre-
spondence in cable and dispatch form with the field or
other eemponents. Xow reporting to the Executive Officer,
who 15 already burdened vith e wide range of duties in
the office of the Director of Commmientions, this staf?
~eould well be subordinated to the Chief of the Adminis-
Wmtive Staff. This observation is not offered as a

-« w
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forml recommendation as the matter is perticularly

subject to the personal preferences of cormend. However,

ve Teel that subordination of the staff under the Admin-
istrative Starf would be sound organizationally, snd

would give the Executive Officer more time for attemtion

to the varied details of his position in the Office of

the Director of Commmmicstions.

8. In sddition t6 the three staff organizations above, there

are also fiw "operating” staffs:

a. Bogineerinz Staff. This staff|  |ie responsible
for the installation and maintenance of the Agency's
communication system, ineluding mansgsment of the basic
inventory of commmications equipment. At the time the
survey commenced it was responsidle for R3D and the en-
glneering of all systems. Some of these functions exve
being transferred to & small Applied Teclmology Staff.
It mopmvimamiceormtrumm. In an age
of rapid technological sdvance its responsibility for
mmtmmammmumamng
one. It manages the assignment and work of  Jjepecial-
ists, & responsibility which will be reassigned to a
planned muw component, a Career Manazement Staf?.

b, Operations Support Staff. This stacf|  handles

-7-
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tires uncelated Punetions: support, bLoth in equipment
and skill, of the Agemey's tactical or operational
commmications capabilities; persomncl mansgzement of
the| |redic operators {CTRz); operstion
of the OC tralning faedlities| |. At the time
of this report the Teaponsibility for wanngement of pexr-

sonnel ard traiuing 18 to be shifted 10 the planned Career
Honagement Staff, Basic responsidbility for operatiens
suppart and research and development is being assizned

to & new| |Division. The Operstions

Support Staff will cemse to exist as % separate entity.

C. Secwrity Staff. Thiz stafs is responsible
. for the seewrits of Agency comminications, It estab-
lishes and matntains operating standards, conducts re-
deareh an technical security of eqiipment, and mmitors
(reming this sometimes by inspections) security
practice in signal ewnters.

)
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e. Zelecommmications Staff. This staff[  |is
responsible, in coordination with other staffs in the
office, for plemaning and guiding a relisble, secure, and
rapid commmications system. It plans the use of circuits
(inciuding leasing), establishes and enforces operating
Ws’ and mainteins inventory records of all ter-
minal equipment in ccmmmmications centers, including
eryptographic equipment.

APDDPR4_00780R002800170040-2




Approved For Release 2006/12/08 : CIA-RDP84-00780R002800170040-2

K

Next 2 Page(s) in Document Denied

Q"’°

Approved For Release 2006/12/08 : CIA-RDP84-00780R002800170040-2

25X1




Approved For Release 2006/12/08 : CIA-RDP84-00780R002800170040-2

Approved For Release 2006/12/08 : CIA-RDP84-00780R00280 -



Approved For Release 2006/12/08 : CIA-RDP84-00780R002800170040-2

BECRET

II1. PERSONNEL

5. One of the major continuing problems of OC, consuming a
significant proportlion of the time and stteniion of management, is
that of persmel. The very nature of the office contributes to
thds, involving s it does @ large nunber of employees, & great
many of whom serve avsy from headquerters for extendsd periods of
time, Another factor is the relatively low grade structure that
has Yeen in effect for some years, complicating both recruitment
snd retention of personnel at the working levels.

Persomnel Organization
16. The sdministrative machinery of 0C for handling snd
sugporting personnel involves & substantial ramier of persons.
MI:lm lnvolved in this work in the Administrative
Btafl, which 1s well organized to meet its responsibilities and

functions with remarkably few provlems., w&ml:l
parsons vere identified to us in the various staffs as giving

conglderable time to menagement of personnel, opersting so-called
caresr psnels for employees working in the specializetion of those
staffs. These career panels make the substantive decisioms on
promotion and essiznment and handle some of the supporting paper
work and pecord-keeping. The Administrative Staff implements the
decinliong - mua most of the detalled admindistrative support.

- 13 -
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In addition to maintenance of the customary personnel files (some

files, comprised of records of current employees and

recrults and of files up to two years old on departed employees),
this involves scheduling leave and travel, briefing personnel on
nev assignments in preparation for departure (sbout which we received

some complaints, but which in balance is handled reasonebly well),

scheduling physical examinations, ete.

17, Wubile we believe that the Administrative Staff handles
its duties quite well, we developed basic reservations sbout the
division of personnel management between the operating staffs and

' the Administrative Staff. There were instances of substantial

redundancy in administirative records and procedures. The decen-
tralized administration of the separate specializations (the real
distinctions between which were not always precise) tended to
produce different policies and opportunities in the various staffs,
and these differences were readily apparent to those belonging to
the different career panels. In thoee instances vhere career penels
in the operating staffs were responsible for managing large numbers
of persems, the requirements intruded asignificantly on the time that
should be devoted to substantive programs. Conversely, the require-
meunts of the substantive programs exercised an sdverse effect on

persomel Nansgement. It was our gonclusion that the principle of

) -1 -
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decentralised mansgement was in this case counterproductive to
efficient and orderly mansgement of the office.

18. When we discussed the desirability of centralization of
personnel management with OC personnel, we were informed of a study
already made of the problem. Staff studles were being conducted
on implementation of a plan, and at the time of this report the
creation of a new Career Management Staff is near. This staff will
be responsidble for making assignments (now handled in career panels),
training (now conducted by the Operations Support Staff), and de-
velopment. We believe that an essential ingredient of this stsff
would be the assigmment of one or more 0ffice of Personnel careerists
to 1t, We have been informed that this is not intended, plans
being to staff the component entirely with O¢ careerists. While
we have dsveloped considerable respect for the quality of manage-
ment found in OC personnel, we believe that there are important
attitudes and approaches more likely to be found in professionsl
persomnel officers, and which would be important in orienting the
nev staff toward service of office employees. ‘The Administrative
Btaff has careerists from the Office of Personnel, and we believe

M‘!}:;hat 8 similar esssignment to the new staff would strengthen 1its
verformance. The influence of this additional professional expert-

1se wmld make an important contribution to the overall success of

the ngWent .

- 15 -
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Becommendation No. 1

B e e

Career Manazement Staff, filling one of the senior

positicns with such an officer.

19. Present thinking is that after the nev steff has worked
out 1t¢a problams snd procsdures, considerwtion will be glven to
mercing it with the Administrative Staff. Ve are in agreesent vith
the direction of current thinking on this, and endorse the principle
of cantrelization of administrative support of personnal management.
Sush sn arrangement should strengthen the office's activities in
thls lsportant field, and relieve the operating staffs of adein-
istrative bundens not direcily essential to thelr primary respon-
sibilities.

Parsounel Orade Structures
2. In the course of this swrvey, as we studied the wark
patterns and respousibilities of the working-lavel cosmmmicatore-

both st heesdquarters and in the field--it becaue apparent that the
grads structure at that lovel was outdated hy davelopmenta over the
yeays. The working-level communicator-the backbone of the systenm~
nas boon reguired to mmster the growing complexities of & system
thal iz expending ites own services into nev srcas at the smme time
it iz essuming an increased responsibility for ganeral support of
other U.S5. sgmncies overseas. lhile statistics on volume of comou~

- 16 -
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nications traffic can be misleading, it is relevant to the question
of growth of services and related responsidilities to summarize
the record for the period of 1962 through 1567. During that time

the volume of all traffic more than doubled.

/ New technological developments have

made it possible to handle this new work without a proportionsl
increase in personnel, but nev equipment has brought with it the
pmtica.l requirement for greater technicaz) qualifications. The
resu.iting overall inerease in responsibility and qualifications
exceeds the standards normally associsted with the relatively junior

grades of amployees operating the Agency's commmunications facilities

Needless to say, the

working-level commmicator is acutely aware of this, which serves
to sharpen any dissatisfaction he may have with his lot in life.
21. TIn August 1960 there werd employees in OC at the
grade of (8-9 or below. The overwhelming proportion of these are
(IRs emd CTCs, who operate at so-called journeyman grade levels
of GS-8 and G8-7, respectively. Promotion to these levels is
relatively rapid after employment, but advancement thereafter comes
slowly if eyer. The average grade in OC is (S-9, and this broad
base in the office does not provide much room for advancement from

the warking levels. We interviewed significant numbers who had not

SECRET
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Wegressed beyond that point after over ten ,ears of eatisfactory
service ia grade. It is sot Afficult to understand how, as employees
matre snd imeur additionsl finencial responsibilities, this situation
leads to gome dissatisfaction. It is true that many of the workings
level coemmunicutors hed limited formal education prior t0 employment.
In some respects their pay relates to this. ¥hile they are swsre
ﬁ&k,thwmﬁmm&mdmraﬂ&attwmm
competent speetalists in a demanding tecinicad field, A posaible
reflection of this zeneral situation may be found in statistics
on attrition of persomnel. COC has the lowest rate of attrition in
the Support Servicea, which in twn runs belsw the Ageney average.
zammmwmmmmwxmmmmm
points jigher than in any other part of the office and elose to the
overall Ageney figures. Recent statistics {udloste an incresse
in the rete of attrition in this cstegory of employee.

a2, A sentinuation of the present crade structure among working-
level comminicators could have serious implicatious for the office
umofamingmmmma@mmtywm
S maintadn present standsods. In terms of responsibility and
ualifications, and the related mdequacy of pay scules, there 1is
resson for amendwent of the grede structure. The Director of Comsri~
Mom,iwim to commencenent of this supvey, had initiated a
m}wmmmmmwamwsmwmmo

"1“'3“
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sibilities and grades of Agency comminicators with those in other
government organizations. That study conecluded that aome:
positions should be upgraded. Those findings have been presented
to proper authority end spprovel in principle has been given to
raising the OC grade structure in working levels. Considercble
detail remains to be vorked out. We suggested that the development
of a nevw grade structure might be bdased in yart on a grading of

as & basis for de.

termining the lavel of the OC Officer in Charge (0IC) mssigned to
aach installation.

Restructuring of Perscnnel Clsssifications
23. OC hes approximately| |redio operstars snd[ |crypto-
grathers. Traditionally, the CIR is reted sbove the CPC, a fact
reflected in the grade differential noted in the preceding section

of this report, and in opportunities offered for advancement beyond
the vorking level. The differential is supported by sdditionsl
requirements that CTRs must meet to hold their grades and gain
edvancewent. JFor example, CTRs are “cross tralned,” i.e., trained
in CTC work as well ss in their own specialization.

2%, The distinetion in vork and grade level betwsen CTR and
CIC origtuated in a much earller period, when the differences were
sssicr to delineate. The CTC specialized in time-consuming work of
a relatively clerical nature, while the CTR wag the more broadly

.19 -
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trained and qualified commnicator. The formal distinctions have
beecn retained, but in practice they bave tended to become blurred
over the years. With automation, the signsl center of the modern
relay station came to be viewed 28 the work ares of the CIC. The
CTR has als0 been assigned thers, however, working slongside the
CIC doing the same work for different pay. OYCs provide the second
man in some of the smaller stations, with an informal requirement
to stand in for the IR 0IC. It is hardly surprising that some
CTCs bave changed their classification to CTR. We believe that

it is also significant thet, as cryptographic equipment has relied
increasingly on complex technical applications, CTCs have developed
a technical competence to mmke minor repairs--z gqualification not
originally identified with the work.

25. We belleve that there has been a claar trend toward a re-
quirement for more broadly qualified commnications personnel st
the working level. This hes long been implicit in the "cross
training” of the CTR, and is now reflected in the plans for a
genersl increase in grads ceilings smong OC working-level employees.
We believe that the personnel structure of the office should reflect
this yut further, in a change in the relative proportion of CIRs
ad CT0n. If the trend of the past continues, the relatively
warr0% qualifications of the CTC will tend to impose limitations
- om the flexibility of the office in staffing its positions. To

- 20 -
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some degree, this is alrendy the case.
26. The limited capabilities of the CTC ropresent both a

current problem snd future veakness. The CIC S5 limited in asaign~
ability, there being a relatively limited number of positiong overe
seas 1o vhich Lie can be assigned. This results in a fairly even
pattern of rotation for the CTC between headguarters and the field.
The CTR, in comtrast, traditionally has occupied only a relatively
small ausber of stateside positions, and must expect extended
service overseas, If the Office had a larger proportion of CTHs
than it nov has, with fever CICs, a more even rotation of all
personnel would be possible. (See paragraph 334, page 26.)

2T. We belleve that OC, in facing an incressing requirement
for broader qualifications among its working-level personnel, will
be reguired to restructure its ataffing patterns. We belleve that
this should take the form of an increased mumiber of CTRs az the
basis for a larger corps of morw versstile, uore broadly qualified
personnel, with a reduction in the number of CTCs.

28. In advenecing such a concept ve are not unmindful of the
preplens lavolved in altering a long-eateblished staffing pattern,
vith its sffects on the careers and attitudes of a large nusber of
speclialists. Such a change would require painstaking plamming and

sininistyation. Hot the least important comsideration would De the
vy in vhich the policies are presented to OC exployees, since great

-2l -
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care will be required to reassure both (TRs and CICs that their
caresr status will not be impaired. Some of the problem areas

are obvious: the need for a detailed study of & new grade structure,
looking to a substantisl reduction of the CIC classification; s
change in existing recruiting and training of new employees; devel-
opment of training programs, to
help personnel with CTC gualifications meet CTR requirements; spe-

cific provision for protecting the career status of those who do
not qualify as CTRs, because of either choice or ablility; allowsnce
of ample time for phasing the change. Despite the problems pre-
sented by such a proposal, we delieve that such s step is essential
if O is to put itself in the strongest possible position to cope
with the problems that lie shesad.

Recommendation No. 2

That the Director of Commnications conduct & study
looking to the reduction of the number of erypto-
graphers (CICs) in the Office of Communications, with
a proportional increase in radio operatows (CTRs),
and submit the findings to appropriate authorities
for approval.

Personnel) Relations

29. One problem encountered on a recurring basis is in the
area of personnel relations. Many employees at working levels,
especially those overseas, feel outside the mainstream of office
11fe. The office has & number of prograue intended to develop its
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imasge in the consciousness of 1ts employees, and draw them into
the current of its sctivities. One example of this is the regular
schem of orlentation briefings for personnel returning to
headquarters. Overseas, 1t is customary for OC personnel to provide
organized assistance to newly arrived families to help them settle
in their new enviromment. TFor a varlety of reasons, programs such
as these hove met with mixed success. Employees are well aware of
the high stendsrds of performance set by the office, and they take
pride in conforming to them, but they frequemtly identify more with
the tangible features of their immediate assignment than with what
to them is a distant or impersonal headquarters.

30. The difficulties in establishing an optimum level of
commpnication between management and employees are greater in OC
than in most Agency components. With some three~fourths of the
office's employees in the field, opportunities for service at
headquarters are limited, particularly smonz CTRs; in the course
of this survey we talked with a number of employees who have had
continuous overseas service for periods in excess of ten years.

It is inevitable that these employees have difficulty visualizing,
and feeling a part of, & headquarters life they do not know. With

i

the individusl OIC frequently at the level

0f G8«9 or below, it can be appreciated how difficult it is to
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extend to those in the field an adequate sense of "belonging™-

of ldentifying with senior menagement and its attitudes and policies.
31. One of owr concerns with this bagic problem derives from

the desirability, from e general management point of view, of strength-

ening the ties of the office with the employees itt wants to hold.

Retention 61‘ amployees would reduce the sdministrative costs of

reglacing personnel in the area where attrition is highest, among

the large corps of working-level commmnicators., This sattrition,

mentioned earlier in this report, necessitates a strong recruitment

and training program that adds measursbly to the cost of operations.
32, From a security point of view, beyond purely msnsgement

considerations, our concern with the implications of this problem

is somevhat more serious. In addition to thelr underlying eense

of separation from headguarters, commmicators oversess frequently

find themmelves not fully a part of the American cusmmity where

they work. They frequently are not fully assimilated into either

¥hile they develop a considerable

degree or’qolf-aufﬁcimy, this does not always offer a wholly
satisfa,ctofy 1life for many of them. To the extent that they feel
rootless~-in reference to both their own headquarters and local life
=~they are removed from organizaticnal ties and social restraints
thﬁﬁ -Anfluence the cenduct of most employees. In varying degrees
this%tomorwbdectthmtothe operation of other

-2k -
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infiluences. This should be a cause for continuing concern. The
lover-graded employee assigned to semsitive work is the classic
target for penetration efforts by opposition forces. We knov of
no ilnstances of cppos;tion success in operstions sgainst Agency
comamicators, but instances have come to our attention of personal
difficulties that might be attributed to the factors described.

33. The need for reinforcing the orientation of exployvees
toverd the Agency and their own cogponent iz a continuing vital
need, however intangible it may appesr. The projected increase in
grade levels will have some effect on this. The proposed creation
of 5 Career Management Staff will strengthen the posture of OC in
its approaches to a well-rounded program of personnel management;
the mere institutionalization of this activity will generate new
inltistives in the area of personnel relations. Beyond these
developments there are other eress thst wight be given attention
by OC management to reinforce its position vis-a-via its employees:

&. Office management should develcp n program to

lmprove the personalized aspect of mansging personnel.

OC 1is markedly strong in developing manggers who perform

vell in the energetic resolution of tangible problems,

but too frequently to the neglect of sympathetic or

constructive relations with subardinates. This is a

basic and central ingredient of modern management, and

-25-
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should be given inorssged emphasis,

b. Conmsideration should be given to Ppudblicizing
the personnel progrems of the office. A great deal of
time and thought is given personnel mansgement in 0C,
but the extent and nature of this effort remains a
mystery to many office employees. Their imderstanding
of 1% would strengthen their owm appreciation for the
quality of management in thedir parent orgsnization.
Accompanied by a more personalized approach to the
problems of junior employses, this should serve
materially in strengthening the basic orientation of
personnel toward their employment.

. A program of career counselling should be
instituted. We found Practically no personal career
counselling in OC, except at the initiative of the en-
ployea‘,{ Recognizing the problems of counselling on career
development in an office vith limited opportunities for
advencement, we nevertheless believe that there is need
for better commmication here between wanagement and
enployees .

d. The office should establish a maximum pertod
of time, pot to exceed eight years, that an employee
vill be permitted to serve overseas without a tour of

- 26 o
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sty proefexradly at
heafiquartera.

e. The Quality Step Inerease should de used more
&t the wvorking levels to recogaige contluved high per-
farmence over sustained periods of time. OC has an
excellent record in the use of Bonor and Merit Avards,

butitmmhelm@ncyavmges in use of the

Q1.

3. We are suggesting s new exphasis on peraonnel relations
ag qn dmportant element in overall management. While this will
express itself both in tangfble progrems and in personalized
. relations between superviscrs sad subardinates, becoming & char-
acteristic of mansgement style, more fundsmentelly 1% should be a
reflection of a besic attitude on the part of mansgement. We be-
.Lim that this 1s particularly impertant in middle levels of OC
zmaagement, wod for junior officers being developed for advancement.
T develop such an spproach will require the continued attention
of command levels in the offioce.

&wmn Ho. 3

That the Director of Comuunications deve
» ; iop &
) program esphasizing s more positive approach to
L the problems of persosnel relations.

A_RDPS4-00780R002800170040-2
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Competitive Mating for Prowotion
| 35. With a largs mmber of videly scatiered personnel
compating for a limited nwdber of higher grades, OC is confromted
vimﬁmmmwmmammwmmﬁ
Mvmea*%mﬁqwmmmuwm. To do this
nmmmammmmymmmm
bezls, Wy specialization nod by grade within specializations.
RmmmtmmtwutMWcmwmm
emmttovhiehthaymmigmd,awthermnwm
mwmzmmmmuMammm»muma
the Ompetitive Evalustion List (CEL). The CEL lists enployess
ﬁWWMWummmmmm
action. The difficulties of achieving & completely sguitadle
ummmm,mmmm&gmmw
aproval from those whose careers are affected by it is gmall.
mwthemesboamwumﬁmmmmwmz
TNy commmicatore sarve overseas for prolonged periods, in small
m,mwaaummwmmmmm;
3wwmmmmmmmmmwmm
hﬂhﬁyuﬂ&ﬁmﬂ%ﬁh@m«i&mwu&hn&&nﬂchMmm
@Mymmmmmmmmyanzw
xisﬁmormlbywusmmntamidmmim
émymemagu@wumummmammnM1q |

-
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| | It is understandable that the system attracts
eritician,

36. wismmuftmmueiumdafﬁmthefolmugm
qualifying considerations: esch Area Chief has an opportunity to
mmsmmmwmmmammmmm
co-located with himy mmmmmnmmmx
&Mmmmammumwrmmlm%w;m
mmwmtrmormmtmmmgmm
individual employees and reviews fitness reparts; at headguarters,
experienced officers, with broad acquaintance, either know most
&themlmesﬁmthmbemin&twmmtm,wm
uu&hmamammmwtmommrwm
' informetion.

37« A good deal of consclentions attention and effort is
mmmwm@ammaxmlwoc
ofﬁem,w&webeumthatthem&tsatthecﬂnmwnﬂm
Gefeneible limits, despite some epecific instances vhere criticism
my be varranted. M&i:&u&uahv&i&:wfulmmv
mnts may be useful, mmmwwﬁwmmmwntmtm
given individuals from yenr to year.,

8. mweamﬁthewumtomwmmmm
mm&mmwmymmmutmwmmmmm
#he next, without eny visible changs in the character of their

-29 .
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performance or ia the ohjective description of the performance of
thoee vho psased them by. ¥We can wmderstand 40w, vhen an employee
“cabches fire," he can move shead rapidly. Mt we have Arficulty
ia accepiing a significant loss of position in the CEL by a man
who had advanced to a reasonably high spot and contisues to glve
& geod mrfammee. One explanation is the tendency of the system
to penalize 2 mun on transferring from an srea where he myxy have
sdvauced as be becams knows to a &¥oup of rating officers tharg.
m«:’rivinginamarmhemlls intapkzmbehindthmewho
have already sarned their way to the top. Perhaps the system, to
ensure protection of its own internal integrity, should preserve
. the transferec's Position on the CEL wnchanged until he has been
inmmwarcalcmmw@tadexmtmtehu worth there., Howe
ever, transfers arc not the only explanation for the variations
that geen to occur, and we balieve that mansgezent may wish to
address itself to the bandlirg of undue fluctuations 1n CEL ratings,
vhich seem mare the result of vagaries of subjective Jwdgnet than
related to the sctunl performance of the enploy:

39. Ve do not make these comments in the tbmafarmmm,
Teeling that they represent matters more properly the sudject of
inforeml adjustment.,

Pature Office Management;

40, commnd levels in oc have expressed concern sbout the ability

“ 30w
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of MA atarfing practices to continue to produce the necessary
mnageml talents for the future. This coucern originates in the
groving complexity of technologieal decisions that must be mede at
the management level, and the feeling that those at that lavel must
’mwnnginmingwtechnimm&armmwmmmr
deeisions. Various programs have been undertaiten to bring in new
exployees vith wmiversity degrees in appropriate fields. The
mwmmmmmmmmwuthmmmm.
We fozmdthemeathatweintem&mdtobahﬁghtmdalmm
men, thoroughly intrigued with the prodlens and sctivities of the
office. mmctthnoy‘z'.umnthatinmlcmg run their contri-
bution to the office will be substantial.

§). agwcmm«atedelam&eremmm, we are im-
pressed vwith the professional and tough-minded competence of the

7 swerege OC mnager. Therefore, vhile we beldevs that OC is properly

conczrned shout the requirements of the future, we believe that it
ﬁmthebasieab‘llitytohmdle the problems that will be presented
to it. If and when technical requirements exceed the competence
of 00, that office can alvays turn to the Directorate of Science
and Techuology, to drsw on the technological knowledge of 1t
varicus components.

Un‘
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V. ADMINISTRATION OF TRCHNICAL, PROGRAMS

59. AzmmmmaWssmwwmmmm
andmgiminmwm,themirgzm. This subordi~
mmxmmmzvmumhumwmvmmmm
aintuehmgeofidauthtwmmmmdm. Instead,
the research effort seemed hampered by the practicalities arising
ﬁmenymmngmmmjmstawmmmm
mmthemmmmmmmm-m
the more exotie problems of HAD. We felt that this produced some
mawmmmwww:mm,uﬁwta
clearmwghfmmﬁmmafm,

60. At[  |the sctivities of the ressarch facdlity, the
mslysis leboratory, ad the Special Elsctrgnies Operation (sm0)
facllity vere mutually exclusive, although each has experimental
racxutmmwwmwmm, Bach does work of interest
tothnoftheotwm. mmmmmsmmm-
Mmmmwmtmmhmammwhmm
and the research organigation. Mﬂﬁmﬂy,wha&mqmum
uwmmmermmmmmambyMaaxnum
and that comtracted to private enterprise. analysts
and techniciane had only 1tmited work assigmments st the time of
mwm,utwwxmmgmmmmmmy
Mmmﬁmmnwtmtom. While ve are unable

-4k3 .
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to eite the record of this balance in work over the years, the fact
that it vas observed during the inspection reflected to us one facet
of the difficulty of managing R&D under the arrangement them in
sxistence.

61. As in the case of other prodlsws thet ceme %0 owr attention
mmsw,mmmmzﬁummm.
mmmwmmxwmmanmm;
wmmmemahmmmmmmntyor
enswring that the various facilities | jare mtually sup-
porting. mwuwmmﬁnmmmmmmmmw
twmmmmmmmmwm
and assuring that 1t meets the needs of the other parts of the
office. An element bdelouging to the Operations Support Staff is
also being to engage in liaison with the resesrch
activities fn order to incarporate the latest operwtional thinking
thmwmmmmmmmm-w.
m:mmtxmm@amwywzwmm
of OC for desling with these complex technicsl problems. By pro-
MWW&@MMM&NW,”W
mmm«ummw,mﬁnmmsnwmu
their related activities being handled through the Specisl Assistant.

62. In addition 10 the feregoing proviaions for handling tech-
mmm,wmwmmmm-wmm

Itk-hﬂ
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The
Lm of Communications sits on |~xhen OC interests are
involved. There 1ig vorking-level liaison with Technical Services
Division, although indications are that this most frequently

8s8WeE the character of pro forma exchanges rather than Providing
& forum for technical ideas and requirements. Liaison with ele-
ments of the Directorate of Science and Technology is linmited,
although machinery is available vhan required,

‘ - 45 -
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Technical Cognizance and logistics

67. OC 1s responsidle for exercising technical cognizance over
81l communigations equipment in the Agency supply system, vith
certain special exceptions. Under this responsibility OC controls
thg‘”lomtmduleemofmimnt,wm1m
that the inventory shall inelude and the quantities, and reviews
the%mimmmofqmmmtﬁimimmm-t
stated nseds. The amnual expemditure for this equipmeat, by all
wafthetmw,mmtuto

6. mmmumrormmitswm
wﬁzmmutmmmummmm)mmw

‘ - 47 -
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gtarf. mumdwmnrocmmamamm“nw-
ists from the Office of loglstice. In part it serves as a lLogistica
baschhead in OC. mumwmmammwn&-
wmmwacmmmorsmk,mnmw,
in vaxying degrees, in processing requisitioes, maintensnce of
smmm,mmmmmmmx. These
activities sre usually anmﬁaﬁ& with the Supply Division, Office
of logistics. rotmm«mtmtmmumzﬂwm
mMoanitMWMth&immmofm
dagree of efficlency with which the Agency manages this aspect of
its affaira. OC recognises that some duplication exists, but con-
siders 1t necessary in the exercise of ita technical respensidility
. 83 cognizant office for communications equipment.

€9. One ares of Guplication exists in the clerical research
earried on in processing requisitions. This iavolves sscertaining
the pruper stock numbers for items requisitioned. ¥3B does this
Pegearch on the requisitions It processes before foruarding them
6 Supply Division. %eemmmmitimgefrmmwa
tstaloguing section in Supply Division, where sll stock numbers
used on requisitions ave verified. There the work of MSB 1s re-
risved m accuracy, repesting essentially the same actions already
taken‘bymsfs mmmngwmmmxm,mnbenm
it to be unnecessarily repetitive. MSB is gtaffed with Ilogistics

SECRE?
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careerists, presumably competent to do the work correctly. The
duplicate function should be eliminated from either MSB or Supply
Division. We believe this to be a question that can be handled
Jointly between the Offices of Communications and logistics.
Recommendation Ho. 8
That the Director of Commnications initiste » with the
Director of logistics, a Joint review of the duplica-
tion in cataloguing research on stock nuzbers, with the

purpose of eliminating the duplication that now exists
in this work betwsen the two offices,

70. There is no duplication between OC and Supply Division in
the stock manszement of expendable stock items. Supply Division

maintains full responsibility for all normel stock menagement func-
tions of expendable items, including normel stock analysis studies
sl setting of reorder points. It initiates Procurement actions
and routes them through MSB for technical reviev. OC does not
attempt to follow stock levels in this category, and keeps no re-
coxds on it.

Ti. There 1s duplication betweem the two offices in the
wanagement of nonexpendable commmnieations stock, Both MSB and
the Stock Control Rranch of Supply Division keep detailed records
on these items. MSB's records teke the form of a Kardex System,
with entries mede to record daily transactions. Supply Division
kesps its record in the form of a monthly IBM printout of inven
fory. Itmpsitawrkingmcordmmtbymkingwmmnsof

'l‘g’
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trausactions on the face of the print-out. MIB believes tht the
records 1t keeps, ahowing a more complete history of ‘ungc than is
available from Supply Division records, is essential in making
stock analysis studies, in setting reorder points, and in deter-
mining expenditures for this more costly eguipment. It feels that
1 must beep its separate record for nonexpendable equipment as
mansgerent tool in carrying out its responsibility.

72. The investment in manpower in keeping the mseparate MSB
recopd on nonexpendsble stock is not great. It is estimated that
no more than half the time of one 08-T is required to do the work.
Further, there is some merit in MSB’s claim that the record in its
filing system provides a historieal picture not availsble from
Supply Division records. The nonexpendable egquipment is usually
more costly than expendable items, and OC believes that it needs
this background informetion for its &cisimw. In the light of
H¥8's responsibility-~the review of an annusl expenditure of some

|ve are not inclined te press the point at this time.

The Office of logistics has incorporated into its computer system
the ssme information ou nonexpendable stock that MSPE Keeps in its
Kardex System. It plans that in about a yesr this informetion will
be available for remote query by OC.

T3. MSB kas another reference system that, vhile not presently
s duplication ef records being kept by Supply Division, will probably

“”.
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becoms redundant in the future. This is a system designed to fa-
cilitate research for identiffcation of perts niumbers, eguipment
descriptions, etec.; in processing requisitions. This system--
the Simplafind System--has been useful to both thel

snd the Office of logistics. Informstion in it is now being com-
mithed to the Logistics couputer program. liben this 1s completed,
in about s year, 1tmayabviatatﬁqmﬁfmrmta continue this
reference system. |

Th, mmmceaiwuuumummm
the erves-reference materisl now contained in the Simplafind System,
mnd ean be gqueried instantly for informetion now i3 the Kardex
Sywbem, OC will no longer require the separute files ft keeps. At
mmztﬁnhwsuwnﬂw1mmm1metmm
in terms of the services available frem the computerized reference
system.

T5. At the ¢ime the question of dupliomte files is reviewed,
ve helieve thot it will also be appropriate to review the mechanisms
for stock mansgement. lot only may it prove desiredle B0 centralize
wmwmnmmm(Mﬁactmia,
but 1t my prove desirable also to locate OC techmicimns with that
activity % complete sentraligation of all aspects of commmunications
supRly mADAgement .

ﬁoAm@gmtaﬂhMMnawumwsw&muwuismt
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appropriate at this time, prior to completion of the computer program
and an opportunity to evaluste it. With the estinmated time for com-

pletion of the computer program being only a year off, we do not

feel that any great loss will be experienced by continuing with

the present arrangement for the time being. ‘When the new computer

system 1s operational and can be evaluated, it would be proper for

the question to be reviewed by the Deputy Director for Support.
Recommendation Bo. 9

That the Deputy Director for Support, upon completion
of the computer systew being installed for the Office
of Logiatics, initiate a stuly of duplication of
records maintained by the Offices of Commnmications
and logisticas for purposes of stock inventory and
parts identification, with the objective of eliminat-
ing such duplieation; and that this study consider a
centralization of all aspects of stock management of
equipment and aupplies in the 0ffice of Logistics, but
still subject to the technical cognizance of the Office
of Communications.

- 52 .
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